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Leadership is a process

“ of influencing others to understand & 
agree about what needs to be done 
effectively & the process of facilitating 
individual & collective efforts to 
accomplish shared objectives” (Yukl 2002)

“that ordinary people use when they are 
bringing forth the best from themselves & 
others…. it is everywhere” (Kouzes and Posner 
1998)

“leadership without authority” (Heifetz 2000)



Do academics & health 
professionals lead?

You lead,
• when you engage with others in pursuit 

of the realization of a shared mission: 
clinical, research, education, service

• directly, by significantly affecting the 
thoughts, feelings, and/or behaviors of 
others 

• indirectly, by exerting an impact through 
the works that you create



We enact leadership in our 
academic and clinical roles 

by…

• Relating to others
• Setting directions / goals
• Managing a group and its work• Managing a group and its work
• Sense-making
• Inventing / changing

In service of…….

Ancona 2007



How many of you experience your 
leadership work like this ?



There is a need for some new 
metaphors & paradigms

How many of your experience your 
leadership work like this?



Our perceptions are 
influenced by the models, 

metaphors & language that 
surround us
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”You don't see 
something until you 
have the right 
metaphor to let you 
perceive it”.

T. Kuhn

“The language we 
use both makes 
possible & 
constrains the 
thoughts that we 
can have”  

L. Lingard



• Discrete workday that began & ended
• Communication limited by space & time

– distance separated people

Where do our metaphors 
come from?  

The “good” old days

– distance separated people
– paper mail 
– single caller telephone set-ups
– delays in getting messages to & fro

• Leadership was removed from the work



The machine metaphor

How do things get done?

• Specify the parts & make 
sure that each part does 
its job; the feelings aren’t 

Leadership issues

• Assumes predictability 
& stability of individuals 
& the environmentits job; the feelings aren’t 

relevant
• Control by standardization 

of work, outputs, skills
• Don’t need thought - just 

quality control & process 
appraisal

& the environment
• Linear thinking re cause 

& effect
• Dehumanizing
• Leadership – distant, 

directive & uninvolved



This metaphor works when you need 
recipes or standard procedures



The army metaphor

How do things get done

• People need to be 
commanded, 
controlled or heroically 

Leadership issues

• Leader as courageous 
hero; all knowing, 
protector, decision-controlled or heroically 

sacrificed in pursuit of 
survival

• The environment is a 
battleground

• Anticipate hostility & 
competition

• There are winners & 
losers

protector, decision-
maker

• Promotes passivity & 
dependence

• Assumes compliance
• What if can’t wait for an 

answer 
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Can be useful when 
decisions need to be 

made urgently



The times; 
they are a changing

• Compression of time & space 
– People are more connected to each other
– Information easily accessible

• The environment is unpredictable, emergent, 
& constantly changing 
– Academic Health Science Networks need to be 

adaptable & able to evolve
– People need to be willing & empowered to assume 

leadership in the moment

• Recognition that the whole is greater than the 
sum of its parts – collective intelligence 



There is a need for some new 
metaphors & paradigms

There is a need for some 
new metaphors & 

paradigms



Leader as Teacher

• Admit you don't have all the answers

• Identify those “adaptive” problems where clear 
definitions & solutions are not apparentdefinitions & solutions are not apparent

• Your job is to give the work back to the people �
enable their engagement in dialogue & learning �
creative problem solving

Heifetz 2003



Leader as Teacher

• Ask important & tough questions that explore 
perceptions & beliefs � alternative ways of thinking

• Keep the focus on the real issue. • Keep the focus on the real issue. 

• Provide a holding environment

• Ensure the people who need to make the change 
take the responsibility of doing the work of change



Leadership as community-ship
“ leaderful practice ”

People are linked together for a common purpose, 
beliefs and values. Leadership is shared or 
distributed:

(a) Concurrent  (a) Concurrent  
(b) Collective
(c) Collaborative 
(d) Compassionate

Raelin 2003



The nature of leadership work

The known
Some:

- Agreement about  
anticipated 
outcome

The unknowable
Little:
- Agreement about  

anticipated 
outcomeoutcome

- Consensus about 
course of action

Complicated work

“like building 
a rocket”

outcome
- Consensus about 

course of action 

Complex work

“like raising
a child”

Zimmerman 2002



Complicated work 
“like building a rocket”

• Formulae are critical & necessary

• High level of expertise in many specialized fields 
+ coordination 

• Separate into parts & then coordinate

• Sending one rocket increases assurance that 
next will be ok (similarities)

• High degree of certainty of outcome



Leadership in a complicated 
realm

• Plan then act 

• Formulate strategy followed by implementation

• Eliminate contradictions• Eliminate contradictions

• Look for agreement

• Specify paths/policies



Complex work 
“Raising a child”

• Formulae have only a limited application

• Raising one child gives no assurance of success

• Expertise can help but is not sufficient

• Uncertainty of outcome remains

• Relationships are key

• ? Strategic plan for your child 



Leadership in complexity
“give up control”

• “Act-learn” at the same time � you don’t have to 
be “sure” to proceed  

• Look for small pockets of success � build on what • Look for small pockets of success � build on what 
grows

• Develop the connections � informal networks
• Encourage heterogeneity & the value of different 

points of view � invent new solutions
• Interact with the environment to get feedback



The need for integrity / authenticity  
of leaders in medicine…

• Integrity 
– was the most essential value for leaders of 

AHSC’s
– correlated with the values of

• Respect• Respect
• Inspiration 
• Creating meaning & fulfillment 

• The most important enablers of systemic leadership
– Enacting espoused shared values
– Having a positive attitude

Souba 2006



The Authentic leader

• Is motivated & leads based on their personal 
convictions & values

• Is deeply aware of how they think & behave 

• Demonstrates a passion for their purpose• Demonstrates a passion for their purpose

• Tries to be aware of their context & others’ values, 
perspectives & strengths

• Establishes long-term meaningful relationships  

• Has the self-discipline to get results

George 2007, Kouzes & Posner 1995, Gardner 1995, Palmer 1995,
Shamir & Eilam 2005, Avolio, Luthan & al 2004



Engaged Leadership

• Leaders are impt to the extent that they help other 
people do the impt work

• An organization & its environment are an 
interacting network 

• Strategies can emerge as engaged people solve 
little problems that grow into big initiatives

• Leadership is about 
– supporting & developing the insiders & learning 

as you go
– bringing out the positive energy that exists 

naturally within people
Mintzberg 2002



Which paradigm resonates most 
with you?

1. Leader as Teacher
2. Leadership as Community-ship
3. Leadership as Rocket-building3. Leadership as Rocket-building
4. Leadership as Child-rearing 
5. Authentic Leadership



“All of us have the spark of leadership within 
us… the challenge is to understand 
ourselves well enough to discover where 
we can use our leadership gifts to serve we can use our leadership gifts to serve 
others”

Fudge 2007

What do you want your contribution to be?


